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FROM PILOT PROJECT 
TO 3 FTE
UBC’s decentralized repository staffing model
T a r a  S t e p h e n s - K y t e ,  D i g i t a l  R e p o s i t o r y  L i b r a r i a n
D i g i t a l  I n i t i a t i v e s ,  U B C  L i b r a r y
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SESSION OVERVIEW
• UBC’s decentralized repository staffing model in principle and 
practice
•How did we get there?
•What were the benefits/challenges/solutions?
•Where do we go from here?
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PLANNING RETREAT 2011
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STAKING OUR CLAIM
• Deliver an indispensable service for high profile partners
• Provide proof of concept for emerging service trends
• Generate buy-in with cross library partnerships
• Create opportunities for skill development across staffing levels
• Tell the story of value and impact consistently and with persistence
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DECENTRALIZED STAFFING MODEL
• cIRcle office plays a coordinating function
• Some content recruitment, content management, and technical 
support tasks are carried out via staffing commitments across 
library units and staffing levels
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DECENTRALIZED STAFFING 2007 - 2010
• cIRcle staff 1.8 FTE
• cIRcle Coordinator 0.8 FTE
• cIRcle Library Assistant 1.0 FTE
• Term Librarian 0.5 FTE
• Cataloguing Assistant 0.5 FTE(?)
• Liaison Librarian contribution
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STAFFING MODEL VISION 2011 - 2013
• cIRcle staff 2.8 FTE
• cIRcle Coordinator 0.8 FTE
• cIRcle Librarian 1.0 FTE
• cIRcle Library Assistant 1.0 FTE
• Library Assistants reassigned to cIRcle 3 FTE
• Liaison Librarians reassigned to cIRcle
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DECENTRALIZED STAFFING 2011 - 2014
• cIRcle staff increased to 2.8 FTE
Digital Repository Librarian (hired 2011)
cIRcle Coordinator (retired 2014)
cIRcle Library Specialist
• Technical services commitment
Cataloguing Assistant 0.5 FTE
Cataloguing Assistant 0.3 FTE
• Liaison Librarians…
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DECENTRALIZED STAFFING 2015 - 2017
cIRcle staff increased to 3 FTE
Digital Repository Librarian on leave (2015 - 2016)
Digital Repository Library (hired 2015)
• Technical services commitment
Cataloguing Assistant 0.5 FTE
Cataloguing Assistant 0.3 FTE
Cataloguing Librarian 0.3 FTE
• Liaison Librarians…
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METADATA : FOUNDATION OF SERVICE DEVELOPMENT 
• Consistent metadata improves discovery
• Standards refine workflows, roles, and responsibilities
• Provides infrastructure for automated ingest and batch uploading
• Foundation of interoperability and partnerships
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CHALLENGES
• Commitment: No service level agreement or MOU with partners 
• Capacity: Competing priorities disrupt consistent service delivery
• Complexity: Standards are rigorous but also nuanced and time-intensive to apply 
• Communication: Issues can take longer to resolve
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SOLUTIONS
• Commitment: Service expectations documented
• Capacity: Content is prioritized and triaged with a 3-5 business day turnaround
• Complexity: Submitter and reviewer guidelines, and metadata manual provide 
consistency
• Communication: Project and task tracking software. Bi-weekly (now monthly) staff 
meetings. Cataloguing Librarian in cIRcle office one day per week
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DECENTRALIZED STAFFING 2015 - 2017
• cIRcle staff increased to 3 FTE
Digital Repository Librarian on leave (2015 - 2016)
Digital Repository Library (hired 2015)
• Technical services commitment
Cataloguing Assistant 0.5 FTE
Cataloguing Assistant 0.3 FTE
Cataloguing Librarian 0.3 FTE
• Liaison Librarians…
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CENTRALIZED STAFFING 2018?
• cIRcle staff remain consistent 3.0 FTE
• Metadata Librarian 1.0 FTE
• Cataloguing Assistant 1.0 FTE
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• Metadata:
• Metadata manual and user guides: 
http://circle.ubc.ca/submissions/user-guides/
• Impact & Activity Report
• http://ow.ly/8vU530dLS3w
• Project and task tracking software:
• https://redbooth.com/

